The question on how to organise and manage global services is important and timely given the growth in services which are fast overtaking products as the basis for the predominant economic model for companies and countries. As services are increasingly traded internationally, many service firms are becoming more global by moving from national to international, multinational, global, and ultimately transnational firms (Bartlett & Ghoshal, 1987) . The ever rising proportion of internationally traded services as a proportion of GNP indicates the management of this development as an important area for academic study. Services account for 75% of the GDP in the United States and 70% of the aggregate production and employment in OECD nations (OECD, 2005) . Service science is seen as the next frontier discipline after computer and information science (Berry et al., 2006) . Services investigations are also important for those researchers and practitioners primarily interested in products rather than services, as relevant services such as supply chain management, telecommunications, call centres staffing, or payroll and other administrative services that are central to the successful management and operation even of product oriented firms are increasingly supplied on an international basis by global service providers. This paper is focused on how information and telecommunication technologies (ICTs) are -and can be -deployed for global service provision. In our arguments we are less concerned with the ICT deployment for managing the global service firm. These important concerns have repeatedly been
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Electronic copy available at: http://ssrn.com/abstract=989304 2 addressed in the literature (e.g., Boudreau, Loch, Robey, & Straub, 1998; Shore, 2006) . Rather, we investigate the challenge of how ICT can most usefully be deployed in service delivery and customer interface management of internationally active service organisations. We consider particularly the consequences of the rationale underlying the increasing globalisation of services with the logic of service delivery. As part of this we reflect on the managerial and organisational implications of ICT deployment in global service firms.
A basic premise or our argument is that the reasoning which drives companies to move to global services development and provision is often based on a synergy and efficiency oriented logic. This efficiency logic is the basis on which most global service organisations are trying to build sustainable business models and to achieve a competitive advantage. "A firm operating globally must manage the flow of people, information, services and money
across national borders. It must nurture and cultivate distinct competence that will allow it to offer better or more efficient services than the domestic firm, as well as the executive reward system and the systems of coordination and
control that will nurture its strategy'" (Aharoni, 1996) . Within this efficiency logic,
ICT is often used to deliver -and almost as often implicitly or explicitly simply equated with -increased efficiency. As a result, ICT is generally deployed automatically and without adequate reflection. This unreflected use can violate the firm's service proposition because such deployment may not be aligned with the underlying value proposition for customers and the resulting sustainable service business model that needs to also heed the relational aspects of the service logic.
A central finding from the limited studies on successful service organisations indicates that they tend to employ a particular service logic that combines a fundamental focus on relational aspects while also reflecting transactional aspects. (Gummesson, 1998 (Gummesson, , 2002 Grönroos, 2004) . In the context of service provision, the way in which ICT is deployed in both service delivery and in the management of the consumer interface often violates part of this underlying relational logic. In particular the question of the overall impact of increasing deployment of ICT from both organisational and customer perspectives has not been sufficiently explored. In the case of global services does -or can --ICT replace the human dimension of service provision and consumer interface management? This question is particularly important in the context of global services because the logic of globalisation is so intertwined with the notion of efficiency as the key competitive issue for global companies (Bartlett & Ghoshal, 1987) . This notion is closely aligned with the transactional aspects of service delivery which at its heart is very product orientated. Thus, moves towards globalised services may inherently conflict with the relational aspects of the service logic itself unless a more holistic perspective on ICT deployment is considered and heeded. To address this issue we consider the question how ICT can be a core part of a global services operation but also be reflective of the differential customer needs and the subsequently customised delivery and interface management approaches in different markets.
The extant literature in this area suggests that ICT needs to be subservient to the creation of value for the customer (Meuter et al, 2002; Bitner et al., 2000) . Decisions on how to use ICT are too often driven by what is technologically possible rather then what adds value to the service partners. In this paper we argue that it is important to understand the role of ICT within the global service provision and to focus on the relationship and the technology in a holistic fashion that reflects several key perspectives. The current practice of trying to realize the full potential of a particular technology may in the longer term be detrimental to maintaining, growing, and exploiting sustainable service relationships with customers.
This paper reviews global service provision from a relational perspective.
It then links to the automational nature of much of ICT within organisations. (Goodman and Steadman, 2000) . In the global context internationally the services sector accounts for $1.6 trillion of world trade (WTO, 2005) . The World Trade Organisation has for the first time ever devised multilateral legally-enforceable rules covering international trade in services.
International trade in goods is a relatively simple idea to grasp: a product is transported from one country to another. Trade in services is much more diverse. Telephone companies, banks, airlines and accountancy firms provide their services in quite different ways (WTO, 2005) .
Service science is seen as the next frontier discipline after computer and information science (Berry et al., 2006) . Vargo and Lusch (2004) suggest that the bases for economic exchange should focus on the provision of services rather than the traditional product focus. They argue that marketing academics have always viewed service as a subset of product marketing and from the perspective of how they differ from products, with limited empirical support for these views. They further suggest that the characteristics and therefore the paradigm from which much of the limited discussion of services flows are flawed. From a global supply chain perspective, Ellram et al. (2004) suggest that service supply chains have been overlooked in favour of product based supply chains but that they will grow in importance along with rising spend on the management of service, growing service outsourcing, and the increasing economic importance of service supply chains. As more and more product based companies like IBM, Pitney Bowes and Fujitsu garner so much of their profitability from the service aspects of their business (Neu and Brown, 2000) we need to refocus our efforts on how we study services and how customers avail of services in this global networked economy. As products and services become more aligned and little difference exist between marketing in general and service marketing, service thinking will become the dominant thinking (Stauss, 2005) .
In this context we need to ensure that our conceptual foundations are both appropriate and empirically grounded. In short, we need to make sure that we understand contemporary services. The dominant logic of service thinking
proposes that "value is created and perceived by the customer. The function of marketing is to develop offers in co-production with customers -whereby customers are presented with attractive value propositions and are supported in the creation of value" (Stauss, 2005:220) . The concept of co-production, which is at the heart of the service logic, thus places the relational aspects of the organisation-customer interface at the heart of the value creation model underlying the economic activity of the firm. It replaces a product oriented logic that primarily focuses on the transactional aspects of the interface and moves to a relational prespective (Gummesson, 1998 (Gummesson, , 2002 Gronross, 2004) . "In this
service-dominated paradigm relevant concepts from service thinking-such as 'customer integration' 'co-production' and 'relationships' -thus becomes of central importance. The spotlight is on the customers themselves, interaction
with these customers and the integration of customers in the production process. In this paradigm any contact with customers is seen as being relational." (Stauss, 2005:220) .
Along with such marketing-oriented attempts to understand (2002) and 106 at the current iteration (Brady and Saren, 2005) , the table is divided into internal (informational) and external (communication/interaction) ICTs (See Appendix 1). It is also worth noting that many marketing ICTs were not designed for or by marketing, and many of them are non-specific to the marketing department. In reality IT is a more popular term but for research purposes we contend that it is wiser to include the full range of ICTs.
Many services beyond the spheres of traditional service activities such as banking, insurance and travel are also becoming heavily reliant on ICT.
Overall, the dominant users of ICT can be found in the service sector (Meyronin, 2004 Wright (2002:94) argues that it is through ICT that global financial services design and delivery can be sufficiently customized to maximize customer delivered value. Yet the way in which ICT is deployed to manage the customer interface can bring difficulties as well as opportunities.
As an example, the growth in self-service technologies and coproduction of services heralds new and interesting developments at the customer interface (Howard and Worboys, 2003; Meuter et al., 1998 Meuter et al., , 2000 .
Academics have observed the growing popularity of self-service technologies and have commented on both the positive and negative consumer perception of same (Howard and Worboys, 2003) . Meuter and her colleagues' (2000) empirical study confirms that self-service technology is accepted and growing in popularity particularly when handled as a customer support rather than a cost saving initiative. She did note that only 5% of customers wanted self-service through all the stages of the decision making process but that they would use self-service as long as a human element was available if needed. It appears that the scope for deploying ICTs that support such self-service based customer interfaces is tremendous. The obvious attraction for service providers is the potential for technology-based efficiency and resulting cost savings. An important challenge for service firms, however, is to not prioritize the technological or economical aspects to the detriment of the value ultimately delivered to their customers.
In this context, a range of challenges arise for global service providers.
They need to develop and deploy technological enhanced self-service interfaces that are either universally deployable or easily customisable to specific local requirements to exploit the efficiencies inherent in such interface solutions. Initial capital investment into the development of such interfaces can be large, or and specific technological, organisational or managerial knowledge is required for the successful use of such interfaces neither of which is easy or cheap to develop.
These challenges will make it unlikely that the use of ICT in the global service industry will bring about the demise of the face-to-face encounter.
Nevertheless, given the efficiency logic employed by many global service providers it is important to consider if the quest for economic and productivity gains through automated service interfaces is detrimental to the customer It can be suggested that the more relational a company's marketing practice is, the more they adhere to implicit service logic. Does ICT reduce the As an aside, the growing popularity of multiple channels for services has been virtually unexplored in the existing literature with an absence of guidelines regarding the design of service specific multiple channels. A recent study by Coelho and Easingwood (2005) suggest that customer heterogeneity, customer volatility and environment conflict influence the choice of multiple rather than single channels. We would suggest that the availability of the technology has driven much of the growth without the corresponding understanding of the implications for the customer relationship as well as for the organization and how it manages it activities. This view is supported by evidence (Coelho and Easingwood, 2005; 208) What are the implications for consumers and service providers? Meyronin (2004) suggests that the consumer loses through increased need for participation, rise in the perception of risk, loss of socialisation, and lack of flexibility in the relationship with the company. Alternatively Bitner et al. (2000) cite the advantages to using ICT self-service technologies as availability in case of emergencies; ease of use; efficiency in terms of time and money; and temporal and geographical availability. Prahalad and Ramaswany (2004) view consumers as co-producers of value and this can be lost in the race for automation for the sake of efficiencies. Services have always viewed the coproducer aspect as important centring it under the inseparability role. Services production and consumption is linked to concepts of interaction and the service encounter: it is the 'moments of truth' when the customer interacts with the company. Co-production moves work from the provider to the consumer as the consumer becomes a partial employee (Gummesson, 1998) . ICT can actually obliterate the twin constraints of services, notably perishability and inseparability, and can separate service provider from customer in terms of both time and space (Lovelock and Gummesson, 2004:20) . 'Technology has transformed many formerly inseparable services into services that can be consumed at any time or place'. (Berry et al., 2006; 57) .
Implications for the service providers include the potential changes in the design of their jobs. Depending on how ICT is deployed, such mediated customer contact can negatively affect central job characteristics (Hackman & Oldham, 1980) such as task identity, task significance, skill variety, autonomy, and interpersonal aspects of feedback. The implications of this for co-creation
are not yet fully understood.
As Meyronin (2004) Lapert, 1999:34) Bitner et al., (2000) shows that customers can prefer ICT based services because they are disappointed with the human based services.
From an interaction perspective customers have multi-method options of contact and communication and from an information perspective marketing managers have a myriad of ICTs providing them with an avalanche of information to be analysed, manipulated and managed. Our worry is that global service organizations do not have all the skills needed to manage the complex issues arising from their use of currently deployed ICTs, let alone the more innovative and complex ones currently in development. How much ICT, to whom, when and where must be considered from several perspectives before the most appropriate answers can be found.
A particular challenge is the difficulty of predicting the actual impact of ICT on the resulting service proposition for the customer. As the value of offered services is in part created by the customer, the impact of ICT on value co-creation and on the customer's subjective service experience and evaluation is difficult if not impossible to predict. Meyronin (2004:221) (Spero and Stone, 2004) .
According to Ranchhod, (2004: 269) '. (2004:155) A key point made by Mitchell (2002) is that no matter how advanced new technologies become, they will never be completely efficient without the input of the consumer. "They depend on customers 'opting in' rather than merely acting as passive targets,…making marketing a joint, cooperative process" (Mitchell 2002:77) . In short, in the information age both service providers and customers have a role in shaping and directing their interaction. It remains, however, the service provider's responsibility to make the customers' voice heard in this process. Recognising the challenge of integrating these three orientations is only the first step towards a more holistic deployment of ICT. A second step is to recognise and address the challenge of enabling the organization and coordination of this integration. One suggestion is to deliberately define and fill the arbitration role and coordinate the three different perspectives we have outlined above. There are a number of aspects to this, including the potentially politically difficult task of identifying internal champions, equipping them with the relevant skill-set, and the challenge of enabling them through appropriate organisational arrangements. Also the power base and business orientation is in many global service organisation is finance related and thus often singularly focused on creating and maximising shareholder value rather than jointly maximising longterm customer and organisational value.
In fact, the challenge for the most appropriate deployment of ICT must be integrated into a holistic understanding of at least these three fundamentally different orientations. Specifically, the technologists' drive to apply cutting edge knowledge, to push the boundaries of what is technologically possible, must be checked both by the business logic that requires short-term profitability and longer term economic viability and sustainability, and the marketing logic that places customer needs and customer value at the heart of matters. These three different orientations all require attention, but none can on its own deliver the full value required in competitive service markets. Thus, the three sets of objectives require arbitrators that can integrate technological potential with customer and service delivery requirements to maximise the business value of the firm's market offerings.
Diagrammatically, companies have the choice of one or more perspectives from figure 2 below. Our contention is that it should not be any single or any pairing of perspectives, but that all three need to be aligned facing the customer centric model of ICT assimilation. So two out of three as the current focus within companies needs to be replaced by all three with the requiring organisational, managerial and skill set changes. The role of ICT in global service provision also requires the recognition of the requirement to include it in the integration task (re the integration between different perspectives); this needs to include the recognition of the technological perspective (typically exemplified by IS/IT and R&D), and the value that ICT can add to service delivery and the customer interface management.
Figure 2 Deploying ICT within the Service Logic
The three sets of objectives require an arbitrators that (a) can understand the individual perspectives and can constructively relate to the respective sets of specialists; (b) can integrate technological potential with customer and service delivery requirements to maximise the business value of the firm's market offerings; and (c) can achieve both strong and sustainable relationships with customers that help differentiation, add value in the service co-creation, and provide a conduit that integrates customers directly into the development of future services and service delivery approaches.
We must reinforce the point that the coordination of the different perspectives identified above is not a fixed sum game. Instead we argue that successful arbitration among these perspectives must help to move towards exploring and increasing the value available for both service provider and customer. In short, it must help pave the way for ICT to help both parties. This can only be achieved when the economic demands of the service provider have The tripartite view we propose here places the joint maximisation of the value to the customer and the value to the company at the centre of the organisations ICT strategy which must guide the deployment of ICT in the service delivery context. Technology cannot be the tail that wags the dog of cocreation based value maximisation in a service oriented economy.
The arbitrator must
• Understand enough about relevant ICTs to constructively engage with technologists
• Develop the ability to simultaneously maximising the value for customers and capturing sufficient value for the company to make it economically viable and successful
• Learn how to better predict the implications for customer value of ICT integration in products and services (including ICT deployment at the service interface)
• Find organisational solutions that provide the forum for the three different perspectives to be heard and integrated
• Deal with the political and organisational challenges of institutionalising the required internal changes that promote ICT deployment aligned with the Service Logic
Conclusion
Currently companies' use of ICT as part of their service proposition is too often driven by their technological ability or their economic desire for increased productivity rather than by a more holistic, customer-centric view of how ICT can and should add value to the customer relationship. ICT must be considered in integrative fashion along with economic and customer oriented issues to maximise the value created by service for customer and company.
The relational logic should be at the heart of this. Use of ICT must recognise its role for enabling and improving the relational aspects (quality of relationship, duration of relationship, satisfaction with relationship, and so on), not only the efficiency benefits of its transactional role. ICT in service provision is a means, not an end.
Global service companies, driven by the efficiency logic of globalisation, are too often letting the technological tail wag the dog. Rather than focusing on what they need to provide customer relational value they are racing towards ICT parity at the risk of damaging their customer relationships and automating some of the most important aspects of the organisations relationships with their customers. Introducing ICT into relationships without a clear understanding and a modelling of the likely effect, driven by 'me too' thinking is a recipe for damaged relationships and arms length dealing with valuable customers who can make the difference between success and failure. The outcome of the changes emerging now as companies rush to introduce ICT across a range of boundary spanning customer interfaces, may result in the long term damage to core customer relationships. Only those companies who can successfully deploy ICT in service innovation and delivery with a customer centric focus will be able to maximise the relational value and will be leading the continued rise of the global service-based economy of the future.
